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Supervision of civilian employees of the Navy is a 
responsibility which c&m s to nearly every naval officer 
at one tic.;© or another throughout his career 1 . At tines 
sore officers, particularly thoee of the Staff Corps, 
such so Civil Engineer or Supply Corps, may find that the 
majority, or even all of their subordinates are civilian. 
Line officers nay expect lass frequent duty assignments 
Involving supervision of civilian employees. 

Administrative procedures have been established by 
the Navy Department, based on legislation end executive 
orders, prescribing the manner in which civilian employees 
are recruited, employed, trained, rated, disciplined, 
promoted , furloughed, reinstated or retired. These are 
typical of the many administrative actions which the 
Individual civilian employee may experience during his 
period of Navy employment. One of the more important 
personnel procedures from the standpoint of the individual 
employee le contained in Navy Civilian personnel instruc- 
tion 00 {usually abbreviated DC: I 00) on ’’Grievances and 
Complaints This particular Mill states the manner in 
which employees may present dissatisfactions arising from 
their work environment for consideration by Navy management 
with the expectation that a fair and equitable decision 
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will be rendered to ti.« Individual In each cose. A study 
of this particular Uk rl In coupe risen with grievance 
procedures commonly found In collective bargaining con- 
t recta or agreement a between employers end employees In 
the Industrial or commercial world is the cm* t hod. of 
approach in developing this thesis. 

*he writer has enjoyed sn experience of tg proximately 
eleven years in nupervieing civilian employees of the Jlcvy 
at various locations throughout the United States and in 
foreign territories and possessions. At several ?aval 
shore activities, while officially designated ea iubllc 
horses Officer, the writer has acted an chairman of Field 
Orievance Advisory Committees established in accordance 
with KCn 00, and. In some cases, has functioned in a 
delegated duty capacity as Civilian Personnel Officer, 
from those associations and experiences an interest has 
resulted In the mechanics and formalities of effective 
grievance procedures; an awareness of some limitations in 
the current method of handling grievances end complaints; 
end an appreciation of the importance of sound grievance 
procedures in molding a loyal and enthusiastic working 
force of civilian employee© of the havy. 
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The civilian employee of the Mavy, like his countei*- 
p&rt employed in privately owned industrial or commercial 
enterprise, is interested in the same f und amenta 1 job 
objectives. The carpenter or shipf liter on the ’levy pay- 
roll has the sene legitimate personal concern in the 
attainment of fair wages, hours, and working conditions 
as his brother tradesman employed by the Todd 3bij>bui Idlng 
Corporation. The !'evy employed scientist engaged in 
complex research studies focused on development of guided 
missiles or extending man's knowledge of the atom is as 
much interested in achieving a status of economic security 
for himself end his family ee the research physicist under 
contract with the Du font Corporation or the Bettelle 
y ©mortal Institute, no loss is the navy’s OS-3, Clerk 
Typist, expectant of opportunity for advancement and self- 
improvement as la her sistor worker in the local office 
of the Puller Brush Company. And oorrmon to all mankind, 
who are member® of the work-a-day world, whether Davy 
employed or otherwise, is a desire for recognition, 
acknowledgement of worthwhile accomplishment, and an 
ir.nor conviction of individual a ignif icance . Failure on 
the pert of the individual employe® to attain these 
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legitimate objectives nay result In a *,rievan.co situation. 

ns alrost any s upervisor car. Lost if y, grievances cun 
auu do occur ail too often in the working environment of 
til© reasonably vie 11-ad justed Navy civilian employee. 
Grievances nay be of as -.any varieties and kinds oa thore 
arc people at work. Sou# complaints involve wnolo bodies 
of employees? others may be United to Individuals and 
small groups. Grievances nay range from petty dii’f eroncoa 
botwoen an employee and Lis supervisor to a major issue 
of such magnitude that it could affect the very ability 
of an organisation to accomplish Its major purpose. 

Complaint* and grievance© on the part of civilian 
employees of the Navy nay involve, for example, such 
matters as the con* ideration given to seniority by manage- 
ment in the selection of personnel for advancement , the 
determination by management of wlthin-grad© wage or salary 
levels for employees being transferred under redact ion-in- 
force procedures, and the manner of compensation for over- 
time work, whether cash payment or compensatory time. 

Working conditions are occasionally a source of 
grievance complaints. The writer recallo sn instance at 
a certain Naval Air Station where it was a routine work 
assignment for electricians to check and repair aircraft 
obstruction lights mounted at various levels on three 
150-foot tower structure*. All of the electricians 
employed at this particular activity wore not physics lly 
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disable ot clisabing the towers and y«rf ornin^ tho somewhat 
hazardous work rt veryin.j distances above the ground level. 
To certain electricians were celled u r on to accomplish 
this part leulur work wh' Its other electricians be In^ paid 
similar wagon wore not expected# by reason of their 
physical condition# to perform those particular duties. 

A problem of this type c«ay constitute a recurrent source 
of grievances# and calls for the exercise of adroitness 
and skill on the part of Management to resolve such 
situations to the satisfaction of ail concerned. 

Another frequent source of grievances end complaints 
in Navy civilian employment # aa also occurs in industrial 
or commercial employment , springs from unsatisfactory 
working relationship*! between supervisors or foremen end 
subordinates , or between fellow workers. Charges of 
discrimination in the assignment of tasks on grounds of 
personal# racial, or religious reasons occur from tine to 
t in© . 

S one grievances originate from clef icioncieo in safety 
stands rein or practice# or in aintalnlng proper standards 
of sanitation in shops and offices. Use of defective 
equipment or tools is likewise an occasional source of 
employee dissatisfaction* 

yost grievances encountered in the day-to-day super- 
vision of Kavy civilian employees are not, when considered 
as Isolated events# of tremendous import. They ordinarily 
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do not concern fundaments. I or historic issues* They are 
generally of Individual s l v r;if Icance and to the casual 
observer may seen, in many cases* to be of almost trivial 
consequence, fovorthe loss# it Is of great importance in 
a human organization that any grievance * no matter how 
small, be brought to light, given impartial scrutiny, and 
an equitable adjustment made. One unsatisfied grievance 
In an organisation create* an Infectious condition which 
may servo to generate other grievances. *. L« i ackenaie 
ting, in expressing hlo views on grievances, emphasized 
the essential and ethical need for adjustment procedures « 
Be said: 



The germ of discontent is like any other 
germs it grows and reproduces and multiplies 
arid there Is no germ so virulent as that of 
unredressed wrong whether the wrong be real or 
Imaginary* Indifference to a wrong be,.ets 
irritation, and long continued irritation aggra- 
vates discontent and causes man to bide their 
time and seek revenge. Intimation by a workman 
that conditions are unfavorable discloses the 
gem of a grievance. To neglect investigation 
or to delay adjustment merely aggravates the 
case. A continual adjustment of little things 
is better than a grand e.£ juatnftnt of many things 
accumulated over a series of years. The latter 
usually comes too late. 1 



Unsettled grievances are potential source a of serious 
labor disputes. Where supervision and management present 
cu attitude of indifference toward grievances or erect 
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iti vecr, turnover end ebser-teel s r . will trend upward. 
Translated into u prwct’oal situation, it Is poealble 
that on the successful handling of Individual grievances 
could depend the sbilit.; oZ &n organization to cccoapllah 
its assigned purpose in an efficient and economical 
manner, it is & cardinal principle that employee griev- 
ance!! should be adjusted promptly end at an o&vl/ stage. 
The Navy is a t late -honored ni liter;/ organisation 
overned by Military regulations# traditions# end customs. 
Certain responsibilities, &a well as privileges, accrue 
to those wno wear the I.&vy "blue" by reason of tais 
military heritage. However# In the administration of 
civilian personnel employed c.y the Mavy these military 
standards do not apply, 2ha Individual Kavy civilian 
employe© is governed by the sane log La 1st ion, executive 
orders, or regulations of the Civil Service Coxarlssion 
as la any other Federal e.r-ployoe • Federal law states: 

The head of each cepartwcent is authorized to 
prescribe regulations not inconsistent with lew 
for the government of his department , the conduct 
of its off i cars end clerks, the distribution and 
performance of Its business, and the custody, 
use, and preservation of the records, papers. 



‘'Leonard J. Smith, yan.ua 1 for Labor .Disputes # p. o. 
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and property appertain lap; to It. 

Baaed on the legal authority quoted above, the group 
of directives end technical orders which aro collectively 
titled "Navy Civilian far- onnel Inal, ructions'* constitute 
the official organ of the Revy Department for the dissemi- 
nation of overall policies, procedures, end Instructions 
regulating its civilian personnel. The Navy Civilian 
iersonnal Instructions are baaed on pertinent Federal 
legislation. Civil Service .rules and n@jule.fc Iona, executive 
orders of the i resident , opinions of the Attorney .lonerel, 
doclsiona of the Comptroller General, and other long 

established authoritative directives of the flavy Depart - 

4 

raent . 

The legal eaoenee of Kavy Civilian i ersonnel instruc- 
tions is written indirectly into Rsvy Regulations which 
provide that in the udminietrat ion of civilian personnel 
natters, commanding officers and other persons in the 
naval establishment shall be governed by: 

(a) applicable provisions of law 

(b) applicable provisions of proclamation* and 
executive orders of the President 

{c) applicable rules end regulations issued by the 
Civil Service Comal as ion and other authorised 
agencies of the government; and 



° Kavy Civilian personnel Instruct ion 1, p. 1, 
^ Ibld . , pa e aim . 
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(d) detailed instructions issued by or under th® 
directions of the Secretary of bho Davy, 

The Secretary of the Navy has fur trior delegated to 
tho Under Secretory of tho Navy the responsibility, in 
accordance with low and executive orders, for the follow- 
ing functions with respect to civilian personnel manage- 
ment : 

(a) promulgation of policies and general procedures 

(h) review and evaluation of compliance therewith 

(c) Issuance of such orders as are required to 
Insure compliance, and 

(d) collaboration with the Chief of Havel Operations.’' 

The Under Secretary of tho Kavy was given direct 

control over the Office of Industrial Relations in dis- 
charging the responsibilities enumerated above. The 
Office of Industrial Relations is tho "nerve center" of 
the Navy Department concerned with tho day-to-day admini- 
stration of Navy civilian personnel matters. 

The Office of Industrial Relations issues Navy Civil- 
ian Personnel Instructions, and revisions thereof, at 
such intervals as conditions may require. Their primary 
purpose la to provide all officers, supervisors, and 

^ Navy Civilian Personnel Instruction _1 , p. 1. 

^Secretary of Wavy lot tor of 25 August 1049. Published 
in Navy Department Bulletin 49-151. 

^ Navy Civilian Personnel Instruction jL, p. 1. 
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employees witn authoritative, over-ail# c:ete ' led Inatruc- 
t lone concerning personnel natters • Xavy Civilian 
Personnel instructions are promulgated in order to achieve 
the following objectives: 

i a ) To assure uniformity insofar a a prac- 
ticable throughout the bevy ostabl lahnent in 
the application and Interpretation of laws# 
executive orders# comptroller general decisions# 

Kavy Department policies, and procedures, etc. 

(b) To provide between two covers In simple 
codified form# ir> serial order, over-all instruc- 
tions# policies and procedures required to be 
followed in the administration of programs under 
the general cognisance of the Office of Industrial 
Relations which have in the past been promulgated 
in separate publications or letters as the need 
for such documents arose, 

(c) To assure like treatment# rights and 
obligation* with respect to all civilian employees 
In the Duval establishment# Navy Civilian Personnel 
Instructions conform to the guiding principles 

for the conduct of human relations in dealing 
with civilian personnel for the entire Department 
of Defense... - 



u«gula lions# directives# official instructions and 
the like, which have thoir ultimate source in law# go not 
operate by end of themselves. fhile the necessity for 
ccmpreaems ive and clearly oxprassod official pronounce- 
ments and ordors in personnel edalnistrat ion is of th© 
essenco# it nust be remembered that too great faith should 
not be placed in the procedural or legal aspects alone. 
Such directives and instructions are "administered” by 
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iavel Civilian rersonnal Instruction I# p. 



r.'i'.'i* r.s . It is in the ' ad .1 ni storing” i'rocesf. tnsfc results 
are obt&.’ r«ecl. . n turn, the results attained no; b« nit ier 
good or bed ■* nC will var,, in oirect ratio to the skill, 
knowledge, unci era tending, ^©od judgment, fairness, and 
tolerance exhibited by t. esc people involved in the 
administrative process. 

Hlfch awareness of the fact that grievances occur 
a., or\j civilian employees of the rsvy, that a legal and 
procedural method circumscribes the overall problems 
related to the r.-xnageaent of civilian personnel, and that 
the application of laws and regulations to specific caeca 
necessarily involves the human element with all its vari- 
ables, the problem can then bo pi i esented; How, in this 
context, can the Navy beat act to resolve grievances of 
civil employees systematically and oat lafectorily ? Ho 
pat answer will result. Critical attention can, however, 
be directed to the two basic elements involved in the 
grievance procedure: first, regulations based on law; 

and, second, the human administrator who applies the 
regulation to specific casas. 

An appraisal of existing regulations governing 
grievance procedures and of the demands made upon the 
human administrator when operating under those procedures 
will Involve comparisons . xt is possible that an appraisal 
of the grievance procedures and practices adopted, by 
industrial or commercial enterprises under the impetus of 
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liberalized labor l.hvs of the past fifteen years i.ay 
reveal significant trends, ar.d point the way toward 
improvement of the havy’n Systet . on the other nend, It 
nay not. Also, considorrtion of the duties and obliga- 
tions which devolve upon the administrator of the griev- 
ance procedure under Industry’s collective bargaining 
contract, may bring into sharper focus the need for 
Improvement of human relations In the Fevy’s grievance 
situation. Again, on the other hand, it soy not. With the 
question opon, it is the purpose of this paper to review 
and conparo grievance procedures common to tho favy and 
industry, point up differences, and present observations 



end conclusions 
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historical ho view 

The first comprehensive approach to the pi* obi sax of 

employee grievances In the federal services dates back to 

1 n 
24 Juno 1953 when oxocutlvo Order 7913 was la sued. 4 " This 

order established the policy that each federal department 
and agency snould have s published grievance procedure 
which employees could readily invoke for the purpose of 
adjusting; dissatisfactions and grievances arising frois 
the working; environment « iZ’ior to 1930, grievance pi*o- 
c»4ur©« were practically unknown in the federal civil 
service. Indeed, it was only after enactment of the 
National Labor delations* Act In 1935 that grievance pro- 
cedures became a standard provision in labor contracts 
throughout industry, although many progressive corporations 

3 

and companies had established them long before that time. 

By 1940, progress had been made to the point where, with 
few exceptions, practically overy federal deportment and 

^ u4-th Annual no,-ort of the U, S. C iy 1 1 Service C Om- 
ni a si on f or t lacal Year l.ndocT oO ,1 uno~~T947 , p. 56.™ 

^ DraX't he port ( for bloc no a Ion Only ) of Sub - Conr-itteo 
on O rlov oncer and A] yogis . redox* aX ' "re r e on no T Council, ’ 
cTv i"JL" Service' Coamiesio n, July 1950, p. 3. 

3 Ibid., p. 12. 
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u. t-nc, had developed s-r;« *s labile hoc grievance *.roc«durec 
for civilian er. .ploy tcp . 

I xtcutlve vi’CiCr jOSJ oX 24 February 1347 ar..©jtded 
,..xeoutlvc tffNr 791» oi' 1530, together « It.; certain pre- 
vious Civil Service dales, cad, in the r,a„ of giving 
enphea is to personnel *d«iniatr®tIorx including grievance 
procedures, vested the following authority In each agency* 

'She heed of each agency , in sccordsnco 
with applicable statute®, executive orders, 
end rules, shell bo responsible for personnel 
management in hi a agency • To assist end advise 
him in carrying out this responsibility he shall 
maintain ox" establish such office or division 
of personnel ao may b© required 

Under tho authority of the foregoing hxecutive Order, 
tb© Office of Industrial .elation a of the Favy Department 
gave continued effect to havy Civilian f ersonnel I net rue- 
felon 80 on Grievances and Complaints as the officially 
prescribed method for adjusting grievances of civilian 
employee a . 

iho Formal F r oc eclu :‘ 0 - - 'PiV y Civilian Personnel Instruction 
80 on Or lev ax~.ee 3 nnd Complaints » 

Ab background inforwetion, it is pertinent to consider 
certain general introductory provisions written into ' CM 
80 which give insight into the navy Department *e phi losophy 



4 rbiV, Civ 11 lan for a oxx.no 1 Instruct Ion 80, p. 1# 
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of adjusting <v[.lo;.te .:rl<»vaue«B . These are concerned 
with /alters of definition ana distinction os to what 
constitutes a personal rriovanco as different Lated fron 
*roup problems. Also# an expression of policy arid state- 
ment of management * a responsibility with respect to employe© 
grievances ai'© to be* found in the opening paragraphs of 
this *:c>I * Included also is n detailed diaoueolon of the 
proceduro to be followed by the individual e.Rj)loyee in. 
sotting the grievance procedure in motion. 

SC hi BO is intended for use in the adjustment of 
individual grievances. In defining those Issues which 
are eligible for consideration under KCPI BO# the © lemon t 
of personal interest to the employee is stressed es being 
the dominant criterion. A distinction ie carefully drawn 
between such individualistic grievances end issues which 
are, on the other band# of a general nature and involve 
nur bora of people. The letter type of problem is not# 
in the view of the ilovy Department, suitable for presenta- 
tion under the grievance procedure. Such matters are 
considered by m&nagenent in its group dealings with 
employees as explained in a separate -d I uG on Employe© 
(Group) Eolations . At the sane time a not© of caution is 
introduced, stating that the supervisor is expected to 
attempt to clear up the problem presented by the employee 
even though tho technical repair :«c.snts of an individual 
Grievance are not met, or els© refer the e&plo/oe to the 
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a^vroprivit*' office or Individual i or jCviee or sc-tis- 
ff-cfclon. The r*«p«m4Ib! lit j rests upon ail individuals 
in w ion la vested supervisory or r>snag«rial authority to 
assure the employee that his problem, oven t rough It does 
not qualify by definition aa a grievance, is worthy of 
consideration and deserves a decision together with an 
explanation of Bianegoront *s policy in the natter. 

An unequivocal statement on the Savy Depsrtrent 
policy of recognizing employs® grievances and being re- 
ceptive to them is included in !f(,i v X feO. This is In 
amplification of the basic Department of Defense policy 
quoted ee follows: 



Any employee having a grievance shall bo 
accorded a fair and prompt discussion with 
the supervisor Immediately concerned and, 
failing prompt and satisfactory adjustment , 
ho shall have a right to appeal under estab- 
lished grievance procedure. In presenting a 
grievance, an employee shall be free from 
interference, restraint, or reprisal, and he 
may designate a representative of his own 
choice to assist hitn.° 



expressions of policy are good os far as they go, but 
they must be given life arid substance if they ere to 
accomplish objectives. This is recognized in <(hl GO 
where nanegemenfc *s responsibilities ai*e delineated. 



^ Statement of Personnel Policy for Civilian Personnel 
in the Department "oi v or'cmse , dated "T3 October 104 /, by 
the Secretary of DeTouae. 
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Certain positive scti- 
tiiu it Ion to having the 
ellalnste sourceu of v ; 



o»an«i t Cu orit 



runt tt.kOj 



^od intention tc> roc o..rIne end 



rievanees, ar© presented. They 



Inc lude : 



(a) All employees should bo inf or mod of the j roceduro 
for the initiation and disposition of the grievance action. 

(b) All levels of supervision should bo trained In 
their responsibilities in handling employe© grievances 
and appeals in accordance with the prescribed procedure. 

(c) Grievances should be settled at as early a stage 
©a possible. 

(d) Grievance dec is ions not favorable to the employee 
should be fully explained * and the basic authority for the 
decision, cited, 

(e) The Grievance r roceduro Chart should bo posted 
prominently In shops and offices. This is a graphic 
representation of the grievance procedure, together with 
the mininun essential detail# of its operation. 

(f) Supervisors who engag® in diner 1ml not ory actions 
In handling grievances should bo effectively disciplined. 

Having considered the legal and historical basis of 
grievance procedures, the definition of a grievance, and 
the policy and responsibility of management in handling 
grievances. It is now appropriate to discuss the actual 
mechanics involved in the adjustment of an employee’s 
grievance. Actually, two separate procedures are sot forth 
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la '.iii eO, one I or fluid ©..plo^ees, and the oti. *r for 
d«j»parti*.onfcel employees . ' Lnc.® both procedures «r© funda- 

poatally alike, dth only. inor variations, the procedure 
for ficlu employees onlj ^ 111 bo dlscuosod !k to in. 
first &tsgo - Tho & C)K rioved employee is first required to 
discuss his grievance with tne inredl ate supervisor . The 
supervisor la expected to investigate the matter in detail, 
seek such council es may be necessary, and arrivo &fc a 
decision bused on the facts. The MCfi states that it ia 
considered pilfer able for the aggrieved employee to present 
his own case, although, if desired, one fellow employee 
from the sane shop or office as tho aggrieved employoo may 
assist or participate in the discussion. 

Stage - In tho event that the matter Is not settled 
to tho employee •* satisfaction at tho first stage, an 
appeal r.ey be submitted, cither orally or in writing, to 
tho employee's senior civilian supervisor. The latter is 
required to sink© prompt >• r ranger ont s for a hearing. At 
this point, either tho o ployee or the senior civilian 
supervisor nay cull upon th© shop personnel supervisor 
for assistance on technical points. The employee is 
required to be present at the hearing. Ho may select not 
more than two fellow employees from his own shop or office 
to accompany end represent him. in addition, witnesses 
who have personal kncwledfo of the natter may be culled. 

A record of the hearing must be kept. The decision 
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rendered by Ire senior civ,. lion supervisor !,us t bo In 
writing, £ no If not J'&vorebla to the employee, -uat Include 
reasons the ref oi with a a;; porting facts • Furthermore, tho 
employee must bo notified of his right of appeal to the 
next, or third, stage. 

.Third Stupe - If the aggrieved employee is not satisfied 
with the decision rendered at the second stage, ho ‘.ay 
then submit his grievance in writing to the co -sanding 
officer of the activity via his senior civilian supervisor 
and department head, 'The senior civilian supervisor la 
required to attach all second stage hearing records to 
the employee » 3 letter and forward thorn to the coeuMinding 
officer via the deportment head. At this point, the 
department head reviews tho appeal. If he considers that 
the employee’s position should bo upheld, he can so notify 
the senior civilian supervisor thus closing tho case. Qv , 
if tho department head concurs with the senior civilian 
supervisor, the case is forwarded to the cossmwndins 
officer who Is required to convene the Field Or lev*, nee 
Advisory Consslttoe. 

The function of the Field Grievance Advisory Cor.uriibtee 
is to review and investigate grievances appealed to the 
Third Stage and, after due deliberation on all the facts, 
to submit appropriate recoc STi ends t ions on the case to tho 
commanding officer. The cojawitteo is composed of three 
’-■embers, ell appointed by the commanding officer. o 



qualifications arc ©r taolished for n«wib©rchi t on tula 
co ,.ittee except that t -C ..iidiv luuals selected i.ossess 
•enerti-1 ovor-all knowledge of tho activity and that tnoy 
hsv® not boon Involved ir. any way with the grievance ofc 
Igoug in its first or second stage. One member must be 
an officer? one cienher must be a civilian. .he third 
rio..ber nay be either military or civilian. 

The Field Grievance Advisory Co. mil tec , upon being 
convened by tho coon&ndli-g officer, undertakes e review 
of the case by scrutinising the written record, hearing 
testimony from the aggrieved employe© or witnesses, and 
conducting any further investigation® which may appear 
warranted. The employes Is required to bo present at the 
hearing and h© may select not more than thro© person® to 
accompany him. They sir y be fellow employees or others. 

It is to be noted, that It is at thia point that s person 
other than a follow employee stay participate in th© 
grievance procedure to assist the aggrieved employee. 

The comsiittee tnen prepares its summary o i' tho case , 
Including minority reports if any, and submits recommenda- 
tions to the commanding officer. The commanding officer 
reviews the committee’* report and notifies the employee 
In writing of hi a decision. If the appeal is austeined, 
the cose, of course, is closed? if the appeal if. nob 
sustained, then pertinent 1 actual reason© for sveh action 
must be given. In addition, the employee must be notified 
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of -.Is right of appeal to t; a fourth afcu 0 e. 

uurt_n Stage - Assuming that the grievance lias not boon 
settled satisfactorily »t the tail'd stage, the employee 
.a; submit a written appeal to the Under Secretary of the 
&vy via the particular bureau or office which controls 
the activity at which he is employed. So that all details 
of the case will be clearly understood at the departmental 
level, « „*.«.£ a 1 fora has been pro- 

scribed to which a copy of the record of all previous 
bearings and the personnel folder of the employee are 
attached . The bureau chief then i orsrards the complete 
record, of the case to the ;ndor „% crotary of the .'avy 
with each rcoos^neiiOAbions as he e-tj fool to bo of value 
in aaaiafcia^ the Under secretary io arrive at a final 
decision, The bureau chief is also required at this tine 
to no, tinata a person from ills organization to servo as a 
metibe ► of the avy hepnrbfwent driovonc© Appeal hoard which 
convo iee for a final review and props rat Ion of recojr ..©n- 
detioxs to the Inder Secretary of the *iavy. 

?he aggrieved employee naj request that © hearing b© 
grant >d by the Wavy Department Grievance /^pesl hoard. 

The D >nrd may accede to such a request If it considers 
that additional eviocr.ee is required to gain a complete 
under (standing of the cnee. The oc/.ployee nay be represented 
by three persons of his own choice at the bearing . The 
case ks t-.en reviewed by the board end ifc3 advisory 



reco - em.uit 2 x,s ere subrittoc to the nder Secretary of 
t e navy. The fin®}, stej i»; the a; peel process Is that 
of review arc decision b; the a ml or I'ecrctar; oh the favy. 
fine employe© la then notifiod of tho decision and the case 
closed. 

Le partr.o.n! Orlcvanco , peal . oard - Since tee bevy 
pepar*':.eab Grievance * , . cal ©arc plays an Lr portent role 
in under! ak iru the lest «ult I~ t „arty review of a {grievance 
case i end $<ne# its reec. a nd.r.t tens carry jreat weight 
with the Under Secrotarj in arriv 1. £ at e final decision 
in the si&ttor, it is of interest to consider the conposi- 
tion and procedures of this body. As indicated above, 
the function of the SaVj lep&rtitent Grievance Appeal 
hoard is to review and aubeilfc reco*swenc1»t ions on fourth- 
ctago employee grievance appeals to the Under Secretary 
of ths avy. The hoard consists of three members . Two 
eiosvbe re are designated fro- the Office of industrial 
delations, one of whom, as principal member, acta os 
Chair aan of the board. The third r.oriber is n online ted 
X'ron ihe bureau or office concerned in the appeal* fro- 
visioa lor designation of alternate menbors is also made* 

in addition to the tiro© official aesbers of the 
Board, a ...ccorder is assi nod fres the Office of Industrial 
gelations. The Recorder is res/cusible for a full pre- 
sentation of all pertinent facts rnc for preparation of a 
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record Ox‘ ell hearin s. , lnCx-udin,, both majority and minor- 
ity opinions In cases oi‘ o is&greement . Ko may enter into 
discussions of the ceso, ut his personal opinions may 
not be made a matter of official record nor has ho the 
right to vote. 

In performing its appellate and advisory function, 
the Board determines its own internal procedures. It nay 
consider a case on the basis of the record os presented 
to it, or it nay institute further investigations of its 
own. It nay consent to or deny a request for a hearing 
by the aggrieved employee. Furthermore, it is authorised 
to cell upon any individuals involved in the case for 
assistance in furnishing records, statements or testimony, 
either orally or in writing. 

The recommendations of the Doard, os noted previously, 
are submitted to the Under Secretary of the Navy as a 
basis for his review and final disposition of the case. 
There la no provision for appeal to the Civil Service 
Commission of an employee grievance arising from the 
working environment. 

Time Limitations for Ha ndllng Grievances at Various Stages 

Host authorities on grievance procedures agree that 
the prompt handling of grievance cases is one of the most 
important factors in the operation of an effective griev- 
ance system. Misunderstandings and dissatisfactions which 
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dispatch Invariably pass t-roug'l a b~ o alder mg period ar. >, 

In the end, assume © seriousness fsr beyond their lnj.t3.al 
condition. This circumstance is recognised in the levy's 
Pwii CO wherein it is established that employees must 
submit grievances within c certain ti ;© period following 
their occurrence IX !_$„ _rc L- -- «»-*" — * -~~r iteration by 
management * 1* iuse limitations re also sot i< r cons ador- 

ation of a grievance at any />,iven stage beyor.d which, if 
the grievance is not settled, it ._-u s t be pesi cg along 
the next higher stage. 

In submitting a griov'.nce for consideration under 
present procedures, a&vy er.^loyoea are expected to present 
the matter as early as possible and generally within 
thirty days of its occurrence. There la no eseclflc ban, 
however, on accepting an older grievance for consideration. 

A decision at the first afcege, which involves the aggrieved 
and his immediate supervisor, la expected within two work- 
ing kaya . At the second stege, which involves the aggrieved 
and Vila acnior civilian supervisor , a decision should bo 
mode within five working days. At the third stage, which 
involves the aggrieved, tee Field Grievance Advisory 
Committee, end ths oogj&anding officer of the activity, e 
dec la ion is normally expected within ton days. t'roviaion 
is made for delaying decision &t any allege, tut the 
employee is supposed to be officially inforx,©C of such 
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dole; with the vc-t. a on tnerofor cad advisee an to the duto 
a decision can te eXiOClect. .o formal tine limitation 
is established for f ourth-steg® considerations by nimage- 
rent in the office of Under Secretary of the navy. 

Kot only arc tlx© liai tat ions established for render- 
ing decisions by sianagenent at the first three stages, 
but also the employee Is required to observe comparable 
limitations if he elects to refer his grievance upward 
through the four-oteg© procedure, kn appeal by an employee 
must be received within throe day* after decision at the 
first and second stage and within ton days after decision 
at the third stn*e . 

Fraa the foregoing tir.e requirements, it Is apparent 
that, under ordinary circumstances , not more then twonty- 
threo days should occur between the original fiuh*,i.f3 8ion of 
a grievance and the date of decision by the commanding 
officer of the activity concerned. The time required for 
the fourth stage decision in the office of the Under 
Secretary of the Pc vy would bo in addition and of unknown 
duration . 



.tec or da and Report try - Minimal requirements for keeping 
records of grievance cases are established by Kavy Depart- 
ment directive which make it necessary *' or €lUC! - activity* 



bureau, or office concerned to record essential details 
of grievances arising therein which aro carried beyond the 
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Introduction 

In the field of employee grievances, which by Its 
vcr;, nature la prone to be charged with hutcn e- otlons 
a?;d tensions resulting fro-, real or fancied wron. s in the 
working environment , It is to be expected that questions 
relating to the adequacy of prescribed procedures will 
arise frequently end with groat variety. A sub-co«nittee 
of the federal Personnel Council, in investigating agency 
grievance procedures , has this to ssy: 



It is Important to nolo that criticisms which 
reflect basic dissatisfaction with agency griev- 
ance and appeal procedures cose with about equal 
frequency from both ren-goment end employee*?. 

On the management side thox’e arc still signs of 
reluctance to accept the theory of employee 
rights and management obligations which underlie 
formal grievance procedures, and a disposition 
to regard the procedures as something of a nuic- 
anco and an obstacle to proper exercise of 
disciplinary authority. On the employe© side 
thoi'o Is plenty of evidence that employees and 
employee unions lack confidence in the grievance 
machinery of individual agencies and sr© ar^xious 
to proBorve and even extend their rights of 
oppGel outside the agencies to tho Civil Service 
Comm is a I on. 1 



Craft n© t vOrt ( For discus a ion only ) of S ub - C oarnl ttoo on 
rlavancoe nna “Appeals' , federal iorsonnol C ounc i 1 , (,TviT~ 
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Com© of in© •. 'or© i r©.g..}a -.tlj voiced critic Is*. s of tb© 
..resent 0 ,0002 ;;riovi»nee grooocture* have beer enumerated 
by the sub -commit to© o_t rievx.nce* end appeals of the 
federal fort onr.el Council ' i 11 5 preliminary draft report 
These have reference to ar.er.cy grievance procedures 
§ 4 nerall 2 rod .ray, or i*.ay not, pertain to the t’avy Depart 
.rent . Additional criticisms are mentioned which uro th© 
juJraiente and conclusions of the writer bared on personal 
experience in dealing tilth civilian employees 0/ the levy 
under existing grievance procedures. 

Cordon Cr It lei sms of Agency P rocedures 

Th© a ub-c02cr.it too of the federal personnel Council 
{states the following to be common criticisms of agency 
grievance procedures: 

(a) M f omp lice ted and Tiro Consuming 11 - A common 
criticism of agency grievance procedures ie that they are 
too complicated end tir.o consuming in operation end 
excessively legalistic in outlook* It is frequently 
contended that the avei'a^e employee is n loat n in the 
technical details of grievance procedux'e without th© 
assist aneo of a consultant or grievance steward from the 
union. From the position of management It is alleged 
that trie average supervisor is handicapped in following 



Cervics Commission, July I060, p. 5 . 
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. riovsnce A roceduree % ’ V out constant guidance i'r.n. a 
personnel technician, Thus it is or.’ued that the funda- 
mental purpose of griev r.co procedures is vitiated in 
that the ala of providin, a system, whereby e* * loycos and 
management can readily c\ot«rsr.ine basic causes of grievances 
and find the beat w*y to resolve the dissatisfaction# la 



not real! ted. 

In considering the xore&oi ng objection, it is necessary 
to draw a careful distinction between those grievances 
w.iich arc successfully resolved in the first or second 
stages and those which ero carried Into the tnird and 
fourth stages, in th© former situation, an air of infor- 
mality nay prevail, since only first and second line 
supervision ie Involved and the grievance nay not oven 
be reduced to writing. The criticism of procedures being 
too complicated and time -consuming would not appear to 
apply to most grievances, since the great majority of 
thorn are settled at iha first or second stage. Third and 
fourth stage grievance hearings arc surrounded by greater* 
formality. Including presentation of a written appeal, 
and the appointment of t. fact finding board which submits 
a recommendation to the head of the agency, or in the case 
of the ’levy, to the commanding officer and the Under 
Secretary of the ,’Tavy. It Is in this area that the 



PP< 



‘Sub-Committee 

*&• 



S-t 



on grievances and Appeslo , oj . clt 



• > 




•%» 



critic is*: r*f#rriit< to procedural c ucp 1 1 o * t i ou« in ,, e nor- 
ally encountered . 

.{©aliasing that third and fourth at at;© speeds are, 
in the main, those in which, the employee has an appreci- 
able interest at stake, it would appear that there is no 
other method to insure fair treatment than to provide 
ultimate appeal to the highest authority in the agency. 

The realities of time and distance leave no alternative 
than that the grievance situation be spelled out explicitly, 
including the complete history of all preceding hearings, 
so that the ultimate source of decision in the managerial 
hierarchy can act in the light of complete and undistorted 
knowledge of the facta of the case. Fron this point of 
view, a "simple” grievance procedure probably never can bo 
realised. In answer to tho objection that existing pro- 
cedure. in tho advanced stages are too time consuming, it 
is pertinent to observe thRt no grievance machinery can 
bo self -ope rating. In a grievance situation, other than 
in the moat simple problem, it i» expected that manage- 
ment will bo colled upon to exert its best skills in on 
unhurried atmosphe re so that all facets of the problem 
at issue may bo brought to li.jht . 

deferring to the grievanco procedures of certain 
Federal agencies, the sub-ootmittee states: 

It la probably true, critics allege, that the 

procedures of some individual agencies or© too 
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conplioetow i c t.l Cv.oaurlny— *ot because, tuoy 
arc t . o length/ or detailed, but because they 
are not sufficiently, clear *.nd explicit. The 
solution Is not arbitral*, elmplifienfclor, of the 
procedure©, but careful attention to revisions 
which will clarify doubtful points in the rules 
and describe u series oi clean-cut ato^a for 
employees and supervisors to follow, final 1- # 
employees and supervisors alike arc entitled to 
rely on it© personnel office for helpful# im- 
partial { /uidanco on every provision of the 
grievance procedure 

On tS is score, little or no criticise can be directed 
at Ci I 80 on Grievance? *nd Complaints. Its provisions, 
admittedly lengthy, sro, nevertheless , clearly and explic- 
itly stated snd t„ the personnel technician would present 
no problem of interpretation* hKOOBii*^ tnat the personnel 
office is adequately staffed, no problem of application 
of procedures would arise in the Kavy situation under 
normal conditions. However# in periods of declining 
allotment of funds and organisational contraction# there 
is an erroneous, although understandable, tendency for 
local officials to wei^h the productivity of the personnel 



technician against that of the electrician or the draft c- 
r,ac. Too often the decision la unfavorable to the forrser 
with the result that &ri©vUinc<o procedures, as well ua 
other personnel functions, even though adequately presented 
"on paper** lose effectiveness in translation to the human 



situation. 



*%ub -C own it tee on Grievances end Appeals, op. cit . , o. 7. 
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( b ) " yVcr^'C acral .i* 
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„ »Ci*..£S V*' ^.'i- V* S C # 

ci*!. ticl&s: Is oceas.' > ur.rd that ;riev«u:c© 



^ raceduros «»’G oxccsslvwl* Hue re 1 or * loaded* In favor 
of t ho employee a. that tfus process ol rievsnee hvaringn 
degenerates into a lengthy a:id legally flavored scries 
of proceedings in which the supervisor wlw tends to resist 
the action is pilloried sr.d placed in tiie position of a 
defendant. Thus# It it alleged tuai supervision Is dis- 
couraged from adopting fir action in handling suots. cases 

A 

oven whore clearly justified. 

Assessment of >:(,# J CO on drit.vunce8 end Complaints 
in the li 0 ht of the "ovtr-de^ocrct Lc” criticism would 
indicate that tho objection has no validity. It la indeed 
possible that the* opposite condition stay be evident in 
some situations# which will do „;,orc fully developed in 
discussing the subsequent jenerel criticism. fthile avy 
civilian employees have recourse to established grievance 
procedures there are no features of the system which t, iv& 
undue weight to the employee’s position. 

( c ) " Pnployoo Can ’ t Get a D 4 us re Deal 0 - Another 
coraaon critic tan of employees and employee unions is to 
the opposite effect— that acre of the present agency 
grievance procedures make it dilfloult or impossible for 
employees to "get o square deal.” This attitude finds 
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expression in v'.o occaolo-.al oracti.ce of er ployeea to 

L ;iioro the s^ei'cy’a ap ca 1 channels &nc to report t eir 

tro- foies directly to t air Xavorlfc© ..ember of Congress 

B 

or the Civil Service Co.^lealon Itself.' 

Deficiencies in procedure , or in the competence of 
ti.o administrator assigned to make too procedures effective, 
lie at the root of this objection. The remedy then au«t 
take into consideration both sources of possible mal- 
function of the grievance eyetea. 

In an objective analysis of ?CH BO in the light of 
this charge, it would appear that a good case could be 
made for the present Envy system. However, there are 
object Ions --two of which are cited for purposes of illus- 
tration. 

(1) In the first and second stages of the grievance 
procodure, >1 Cf I 80 restricts those who can appear with, 
or represent the aggrieved employee, to one and two fellow 
employees, respectively. And they must be fren the 
employe© *c own shop or office. In certain occupations or 
chops, which by their nature attract persons of low socio- 
economic, status, this restriction may effectively block 
the presentation of a grievance, not for reasons of pro- 
cedural requirement®, tut from the personal limitations 
of the individuals concerned In the use of language, 

s Gub -Commit tee or. Grievances end Appeals, op . clt ., p. 3. 



fluezic; of ex*, ■oas.v.. . nu a*. „ilar Ci.ciracterietiv « • To 
this extent the criticis , of the o„. r loyee not b« . v> able 
"tJ v ;©t a square deal” has relova ^cy. 

(2) bnllaterai determination of membership of the 
Field Grievance Advisory oard in third stag© hearings 
can operate to prejudice the interests of tho employee. 

In the review of grievance appeals, the reaction of pre- 
vious levels of authority exerts some influence on higher 
levels of authority. Tho Field Grievance Advisory hoard 
la tii© first point of r.ultl-party consideration of tho 
grievance. The designation of this beard by nenngenent 
alone, without opportunity for voice or challenge by tho 
employee, 1c e device which has the effect, either directly 
or indiroctly, of limiting tho employee’ll opportunity for 
"setting a square deal.” 

(d) " Too Kany Different Channels and Procedures 11 - 
The objection is heard with some frequency that there are 
a confusing number of procedures and a plethora of channels 
established for hearing and reviewing the various types 
of grievances commonly encountered in federal departments 
and agencies. It is frequently found that the various 
agencies establish different procedures for the iid*G inis t ra- 
tion of grievances arising fro» such matters as reduction- 

in-force, position classifications, efficiency ratings, 
removal from position, racial or religious discrimination, 
and tiio ordinary grievances which originate in the working 
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